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Abstract
Coopetition is a strategy of cooperation between competing entities, with the primary goal of jointly creating value.
The positive effects of coopetition may relate to costs, risks, economies of scale, research and development activities,
as well as access to external knowledge and resources. Coopetition supports increased competitive advantage because
it enables the creation of products and services that partners could not develop independently.

The Polish National Competence Center (NCC) operates based on five independent supercomputing centers. This
article presents the results of research confirming that the established collaboration is characterized by coopetition.
The centers cooperate within the EuroCC project to form the Polish NCC, supporting one another in achieving the
project’s goals. The cooperation meets three primary conditions of coopetition: mutual dependence, mutual interests,
and mutual benefits. It brings specific advantages such as increased innovation, shared competencies and resources,
and enhanced competitiveness in the Polish market through joint marketing and training activities.
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1. Characteristics of coopetition
Coopetition is a relationship that combines coopera-

tion and competition. It is understood as a win-win strat-
egy adopted by competing firms to achieve common goals
[1]. Two or more partners involved in the coopetition pro-
cess decide on amutually beneficial exchange to add value
for all of them [2]. Motivating factors that trigger organi-
zations to start the coopetition process are [3]:

▶ Common dependence – partners need to be convinced
they need each other to complete their goals,

▶ Common interests – common fields of collaboration
need to be clear, and

▶ Common benefits – partners are convinced that the
relationship will benefit all of them.

These are at the same time the main assumptions
of coopetition. Supportive leadership, the development
of trust between coopetitors, long-term relationships and
commitment, conflict management, knowledge and risk
sharing, organizational learning, and efficient information
flow are identified as key elements of coopetition [4, 5].
Reciprocity between partners and the overall strategic fit
between them can also be added to this list [6]. The spe-
cific aims of establishing this kind of interorganizational
relationship can be [1]:

▶ Gaining market power – by sharing resources and
know-how, it is possible to create greater business
value and gain access to a larger or new market,

▶ Creating innovation – sharing knowledge allows com-
panies to generate new knowledge and new products,

▶ Supply chain connections – collaboration brings ben-
efits in logistics or supply chain security,

▶ Global competition – networks and alliances help im-
prove competitive position.

Some very important motives for choosing a coopeti-
tion strategy include sharing the costs and risks of enter-
ing new markets, engaging in large initiatives, or when
parties believe such a strategy will be beneficial for mar-
ket performance [7].

The main disadvantages of coopetition result from
the fact that competition is an element of this strategy.
Opportunistic behaviors [4] based on self-interest max-
imization can be a challenge and may lead to coopeti-
tors breaking the rules of business collaboration or cause
asymmetry of power or benefits and a lack of trust. The
effectiveness of coopetition can also be reduced by con-
flicts or the loss of partners’ decision-making and organi-
zational independence.

Depending on different factors, several types of
coopetition have been identified [8]. These may be dyadic
(two partners) or network (more than two partners),
vertical (partners linked in a vertical value chain) or

horizontal (partners at the same stage in the industry
value chain). Moon and others [9] distinguish two types
of coopetition: traditional, where the partners represent
the same type of industry, and hyper-coopetition, includ-
ing companies from different industries collaborating to
compete with others from the same sector. Regardless
of the type of coopetition, the principles and motives
of co-creating value for cooperating organizations are
similar and often refer to high technology.

2. Coopetition in hi-tech organiza-
tions
Very fast business dynamics and a high level of

uncertainty encourage the search for strategies that allow
optimal use of resources and meet the needs of constantly
changing markets [7]. Innovation and technology are
the foundation of competitive advantage, but they also
require significant financial investment, development
of know-how, and entail long-term risks. Coopetition
seems to be the best choice for knowledge-intensive
and R&D sectors. High-tech organizations operating
under conditions of intense competition, networked
relationships, product and service heterogeneity, and
high specialization of technical resources provide an ex-
cellent environment for the development of coopetition
relationships [10, 11].

The circumstances that encourage hi-tech orga-
nizations to try coopetition include the pressure for
constant innovation and short technology life cycles [9].
The main motives for joining coopetition partnerships
for hi-tech and R&D organizations are the reduction of
technology development risk, the possibility to access
grants, sharing resources between partners, and the
expectation of creating added value [8]. An important
factor motivating hi-tech organizations to collaborate
with competitors is also their service orientation. This
allows them to share knowledge regarding innovation
trends, which is extremely important when customer
behaviors are constantly changing and unpredictable.
Service coopetition supports understanding clients’
needs, delivering better quality services, and sharing
the risk of marketing activities [12]. Coopetition is even
called a technology-driven strategy and is often used in
the hi-tech sector [6].

In the context of quantum computing, another rea-
son for implementing coopetition has been mentioned.
The limited talent pool and lack of quantum experts
needed to develop new quantum algorithms and service
clients is an important challenge for this sector [13].
Other reasons include the need for diversified knowledge
to attract clients and meet their needs, as well as the
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necessity of sharing proprietary data and information.
Finally, due to low user awareness and lack of experience
in promoting the business impact of quantum practices
to convince clients they can get a return on technology
investment, there is a need to establish consortia and
centers of excellence, joining the capital of quantum
suppliers. The coopetition strategy is recommended to
address these obstacles and challenges.

This can be easily related to the situation in the field
of HPC. Here, too, there is a limited number of experts,
low customer awareness, and the necessity of substantial
technological and marketing investments.

The Polish National Competence Centre in HPC
operates as an inter-university organization within
the EuroCC framework. HPC experts representing six
different supercomputing centers in Poland, compet-
ing in the provision of services, collaborate to fulfill
the NCC’s aim: “to enable access to world-class su-
percomputers and provide technological and training
support in the field of high-performance computing,
as well as the collection, storage, processing, and
analysis of large amounts of data, including artificial
intelligence.” [https://cc.eurohpc.pl/index.php/en/
the-national-competence-centre-in-hpc/]. Sharing
human capital, common technology awareness, pro-
motional activities, and user training organization are
examples of coopetitive efforts. Table 1 presents the main
areas of competition and the potential areas of coopera-
tion among the centers involved in the establishment of
the Polish NCC.

Table 1: Areas of competition and collaboration among Polish NCC
partners The coopetition started in 2020 and is planned to continue
until the end of 2025 (the end of EuroCC 2), but it is also assumed that
the project will be sustained for the following years after its official
completion.

Areas of competition Areas of collaboration

▶ access to HPC infras-
tructure,

▶ services (e.g. cloud
services, data archiv-
ing, repositories),

▶ enabling remote
access to HPC re-
sources,

▶ serving a similar
client group.

▶ building awareness of
HPC in Poland,

▶ joint promotional ac-
tivities,

▶ user training,
▶ development of HPC
talent,

▶ joint investments in
infrastructure.

3. Assessment of Polish NCC
coopetition - survey results
The research aim was to investigate the perception

and assessment of the collaboration model in the Polish
NCC by project participants from all six supercomputing
centers. The survey was conducted in 2024 and covered
almost all employees of the Polish NCC (10 out of 11 peo-
ple).

The research tool was a questionnaire that included
six closed questions. Five of them had three possible an-
swers: yes, no, and difficult to say. The last one included
several options to choose from. The questions explored
respondents’ views on the collaboration model, as well as
possible risks and benefits resulting from the Polish NCC
coopetition.

Members of the Polish NCC were asked if the collab-
oration between the five supercomputing centers meets
the main assumptions of coopetition. Most of them recog-
nized a common interest and the potential to gain mutual
benefits (although one participant still found this unclear).
Their answers concerning mutual dependence were much
more cautious, and more than 60% of partners expressed
some doubts (Figure 1).

Figure 1: Main features of Polish NCC cooperation model

Themain factors that, in participants’ perception, en-
abled the creation of a consortium of five independent
centers were:

▶ The mutual reputation of partners based on high em-
ployee competencies (100% “yes” answers),

▶ Good relationships resulting from experience in im-
plementing previous projects together (100% “yes” an-
swers),

▶ The EuroCC project framework, where tasks are
divided between individual centers (one respondent
raised concerns),
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▶ Ahigh level of trust between partners (one respondent
raised concerns).

The results confirm that members of the Polish NCC were
ready to build the consortium and collaborate according
to the rules of competition.

The coopetition model is connected with certain
risks, and all respondents were aware of them (the state-
ment “I see no risk” was not selected by any participant).
The main risks identified by most members of the project
were potential competition and power imbalances. Other
widely recognized concerns included divergence of goals,
unequal division of profits, and diffusion of responsibility
(Figure 2).

Figure 2: Risks of NCC’s coopetition (Yes answers)

Other possible responses (More competition than
collaboration, Conflicts, Too strong dependency between
the centers, Potential loss of competitive advantages in
the future) were not selected by any of the respondents.

A positive attitude toward the Polish NCC coopeti-
tion was also visible in the answers to the question: What
do you consider to be the important values resulting from
cooperation between Polish HPC centers (Figure 3)?

Figure 3: Values resulting from NCC’s coopetition

All respondents agreed that coopetition can foster in-
novation because the NCC provides a platform for sharing

ideas and harnessing the diverse competencies of all par-
ticipants. Sharing the strengths of all project participants,
combining resources, and promoting HPC across Poland
allows access to a larger portion of the market (nine “yes”
answers). At the same time, entering newmarkets seemed
less clear to the participants. Slightly more doubts were
related to the possibility of creating new products and dis-
tributing the workload. One reason for this may be that
the EuroCC2 project is not focused on developing new
technologies. It is worth noting that most of the “no” re-
sponses came from the same participant.

Cooperation between Polish HPC centers within the
NCC leads to increased competitiveness in the Polishmar-
ket. There are at least five main tools used to achieve this
goal:

▶ Joint marketing activities aimed at building awareness
of HPC resources in Poland,

▶ Promotion of the implemented project portfolio and
best practices, highlighting the benefits of HPC use for
scientific and business clients,

▶ Jointly offering diverse services based on the special-
ties of each supercomputing center,

▶ Joint organization of training sessions andworkshops,
supra-regional promotion,

▶ Creating a map of HPC services, offering solutions tai-
lored to local customer needs while using the social
and technological capital of cooperating centers.

The study confirmed the importance of each of these tools
according to the respondents’ perceptions (Figure 4).

Figure 4: Tools increasing competitiveness of NCC (Yes answers)

Marketing activities were appreciated by all respon-
dents. Most of them valued the diversification of the ser-
vices offered. The portfolio of implemented projects, in-
cluding best practices highlighting the benefits of HPC for
scientific and business clients, was recognized as an im-
portant tool by only 50% of NCC members.
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4. Conclusions
Coopetition seems to be a perfect strategy for devel-

oping the Polish National Competence Centre in HPC.
It allows the combination of human and technological
capital from six major Polish supercomputing centers to
achieve the goals of the EuroCC project. The members of
the Polish NCC understand the principles of coopetition
well and appreciate the benefits related to this type
of collaboration. This is not an uncritical assessment.
Research participants also recognize the potential risks
of coopetition, and there is still at least one person who
questions the value of the NCC’s coopetition. Neverthe-
less, the results of the survey confirm the presence of
coopetition and its potential advantages.

Building trust and monitoring the benefits of coope-
tition seem to be ongoing tasks in the development of the
Polish NCC. The ability to continue the project’s mission
and ensure its sustainability appears possible thanks to
the know-how and best practices developed during the
period of competition.

A positive effect of coopetition within the NCC
is the implementation of joint activities dedicated to
the project’s stakeholders, which involved more than
200 unique representatives of SMEs, around 100 rep-
resentatives of large companies, and approximately 80
participants from universities and public institutions.
Examples of best coopetition practices include:

▶ a LinkedIn profile: https://www.linkedin.com/
company/eurocc-poland/posts/?feedView=all,
where activities delivered by each partner and by the
NCC are promoted,

▶ a shared services catalogue available to the interna-
tional HPC community, and

▶ co-organized workshops or joint booths at trade fairs.

Additionally, a decision was made to continue coopera-
tion within the Polish NCC in the same composition in
the next edition of the project in the years 2026–2028.
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